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PREFACE 


é 


: Aside from the cost of new"constyuct ion, one of the { 
(anpede eines expenditures a school district can make is 
the employment of a new teacher who qualifies for tenure. 
This can be a contractual obligation of half a million dol- 
lars OF more that is amortized over a 30 to 40 year period. 

For example, a teacher employed from age 25 to 65 would "a 
only have to make $10,625.00 a year plus 15% payroll costs to 


represent a half-millton-dollar investment. A teacher em- 
‘ ; \ 


ployed at age ee and retiring at age 55 would only need es ra 
average $14,166.90 a year plus 15%. payroll costs to represent 

a half-million-dollar investment. It ‘is only necessary for 

an administrator to average $24,285.00 plus 15% payroll 9 
assessments to represent a ond million-dollar investment be- \ 
tween the ages of 25 and 60. 

There are-excellent, good, fair and poor applicants in 


every profession. No school district can afford s 


practices in“the selection of its staff. 
-_ ; ' ; : . 
blunders can result from hasty personnel decisions. Public 


z ‘ t ( 


° funds are gambled away when the best candidates/available are 


not selected. Worse yet, children are the los rs because 


. 


they can suffer irretrievable damage if deprived of the best 


* \ 


teachers available. 


es. 


. 


* School boards may:well look on those charged with the : 
recruitment and selection of educators as purchasing agent -: 
making half-million-dollar expenditure: recommendations with 
each,employment proposal. Therefore, it is penny wise and 
pound foolish for a school distnict to cut back on the time 
or effort invested in the selection-of educators. 


The article which follows was taken from materiad pre- 
” 


pared by the authors for the Handbook on Contemporary: Educa- 
tion, published in 1976 by_R. R. Bowker Co. (a Xerox Educa- 


-hion Company) at 1180 Avene of the Americas, New York, NY 


* 10036. ‘ : : ~ 


Kenneth Erickson ip a brotessay of Educational Adiiedtex 
tratién and Director of the Field Training and Service Bureau 
in the College of Education, University of Oregon. James L. 
Shinn is the Director of Personnel for the Beaverton School 


District. 
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HALF-MILLION-DOLLAR DECISIONS-- 
THE RECRUITMENT AND SELECTION OF EDUCATORS 
N G . 


é 


Introduction 


| 


In this Bulletin, Line term recruitment will be used to 


® 


describe activities. designed to attract the quality and ail 


City oF personnel necessary to fill the teaching and adinvntac 


Selection will be 


trative vacancies in a school district: 
. * — a : 


used to desi euars activities designed to choose the best’ can- 
: 

While the great number of candidates for positions in 
sdudepien may make recruiting wopeart to be less necessary, 
recruiting as related to the selection process’ continues to 
be important in educational administration. Simply put, the "4 
better, more careful recruiting one does, the ‘better chancds , 


there’ are in the selection process ‘et finding! ae candi- 


dates. The selection process itself is becoming more and 


‘more significant. The competency: of the ae or 


personnel administrator, at one time was measured by whether 


all vacancies were filled; now mis competency is evaluated on’ 


‘ the quality of his choices from the candidates available. 


The superintendent or personnel, daar tedason today, ,must bee 


accountable for Aieine errors which formerly might have been 


excused by a shortage of qualified candidates. 
Fi 


| 
| 
| 
| 


| 
This Bulletin outlines two recruitment and selection 


° 


‘:plans--one designed to provide the best candidates for teach- 
ing positions; and the other, for administrative positipns. x 


While the suggestions given are designed for districts large 


enough to have’ a full-time personnel administrator, mi lor 
modifications would make them applicable to districts in 
which the Suilding administrator or the superintendent is 


personally responsible for all recruitment and selection ics 


“activities. ¢ 
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. ma 
Recruitment and Selection of. Teachers’ 

The first step in developing a recruiting plan is to 

analyze the needs of the district. Because so many of the 


best beginning teachers are hired early in the spring and are 


= ' unavailable later, a needs analysis’ must be completed before 


most yacancies are known. Therefore, early assessment should - 


be made of how many new teachers will be needed in a district. 


: Both the’ few positions known to be Vacant plus a prediction 


of expected vacancies must be considered. Predictions can be ¢ 


ig i 


based on: anonymous questionnaires to teachers in which they 


are pasked to. state the probability of their returning; predic- 


tions by building administrators and department heads; and 


district enrollment forecasts. Analysis of this data:‘should 


predict the: probable number of vacancies which will occur in 


‘ 
. 


a ° 
various subjects and grade levels, and with this information 


it can be @gtimated how-many candidates must be selected. 
- ‘ 


After thig district analysis has been made, Saas 
principals should provide the superintendent or ener 
- administrator with two types of position guides «(oF job de- 
sepiptiada’, The first should be a detailed ‘position analy- 
sis for each position already known: to be vacant--detailed to 
the extent. that the recruiting team can look for ang employ 
specific candidates. This position sueiyeie net include any 
r ' oT 


special subject matter or methodology needed for the position - & 


¢ - 


plus any co-curricular activity which the teacher must direct. 


A secand, less detailed position analybis also should be pre- 
pared which outlines general teacher qualities needed when 
anticipated vacancies occur. Both of thesq descriptions will: 
assist the superintendent or personnel administrator in-de-" 
‘signing interview forms, and fusnened ive eeemuiierte) regard- 
ing special employment needs. 

The next task in completing a recruitmwent plan.is to 
identify sources of prospective candidates to fill the vacan- 
cies. An often overlooked source consists of tears in the 
district who have asked for reassignmemt or whose reassign- 
ment is requested by theixy: supervisors. Consideration ‘of 
such requests results in more weeds placement of teachers, 
and therefore, higher staff morale. Another source consists 
of employees who are on leave of eeines and have requested 
Reetomente;, _ ; , ** 
The major source of candidates for most districts is the 


new college graduate in education. Traditionally, school 


3 
“4 


districts have asked interested graduating seniors to*sSign up 


for personal interviews. However, the larger number of educa- 


, tion graduates who may sign up often is too great in relation 


\ 


to the number of vacancies normally available; thus, this 
plan may prove too costly oe for districts and candidates. 

A more up-to-date plan (designed, by Dr. Forest Gathercoal 
of Oregon State University) features a group information ses-. 
sion to shite all candidates’ interested ina particular dis- 
trict are invited. This session is commonly held On campuses 
of colleges of education. ih sufficient number of district 
staff members (who have been selected as recruiters) are Sent 
to accommodate ‘all interested candidates. A sign-up system 
is unnecessary and no candidates are turned away. Several 
group meetings may be held throughout the day to accommodate 
class schedules of the students as well as interested teach- 
ers from neighboring districts. At these group meetings the 
recruiters answer students' questions and discuss the district 
and its needs. Greater credibility in the sessions can be 
gained by having teachers from the: district avadiante to de- 
scribe the working conditions of the district, and to answer 
candidates' questions. _ 

Those students interested in pursuing employment are 
asked to complete a preliminary application and leave it with 


the district recruiter. This application, together with the 


candidate's-placement file, is examined by the recruiter, and 


© 


* 


a decision is made the same day as to whether the probability 
et emplgyment for the candidate justifies a personal inter- 
view. If so, the» placement office contacts that candidate by 


« 


phone to schedule a later indepth interview. If there is 


little or no interest in the. candidate, the district's per-. 


‘ sonnel officé writes and explains that a personal interview. 


’ 


would not be profitable. Early use and evaluation of this 
plan indicates that students.and recruiter feel it more de- 
Sirable than the more traditional program. 

Another source of candidates cOnsisSts*of teachers in 
other séhbot districts. The most effective way to interest 
these. teachers is'‘to build exemplary working conditions so a 
that local staff aie med veineeeaae encotffage their friends, \ 
who may be teaching elsewhere, to apply. A well-desigfied . 
Seseurenent beatin can be widely jistei buted to inspire 
interest from many areas. : cai 


‘ 


Teacher Recruitment Activities 
, : . . L 


Knowing the projected needs, the superintendent or per- 
; sonnel officer is able to begin the recruiting effort. He | 
must select any recruiting cane, decide on the geographic 
e -extent of the effort and correspondence necessary to communi- 
cate with candidates. j . 
The skill of the interviewers is one of the nowt crucial 
ingredients of a successful recruiting effort. Bolton '(1970) 


suggests the following criteria for selection of the 
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10 , 


interviewer: 
‘@ Alertness to cues 


@ Ability to make fine distinctions, perceive 
accurately & | ‘ 
J Ability to make immediate and accurate records 
* 
@ Willingness to use criteria established by the 
OPE SILER Sen 


a -ispaias to SURPESSE biases 


iaiee also emphasizes that in addition to SeLect ine 
¢ 
‘interviewers carefully, attention should be paid to providing 


” 


them with training and practice. 
In choosing members oF the selection team it wens be 


well to keep in mind the Poviswen conclusions from ‘Boltoh’ Ss 


< 


rer (1970): 


- 


@ Training and experience of the decision maker 
influences his interpretation of information 


\ “MAbility to iAterpret data is not related to sex ' 
. v . 

@ More accurate judgments are made by those who go - 
not become emotionally involved or who are 
socially detached 

BUse of multiple raters tends to improve prédiction 

N } 

@ The selection decision is improved by using a 


single page summary document and by .proyiding 
instructions on how to process information 


Intensive recruiting activities will involve a ictniaerank 
of three months, and requires concentrated effort by a number 
of district personnel, While some administrators work out- 
side the district, others may interview local candidates. 


Recruitment activities conducted during college. vacations 


6 
11 


. | ; ’ 
assure that college students soon to gradudte in education 


l | : 
may seek an interview. Saturday interviews assure that in- 
terested employed yeachers can be scheduled (necessary if 


experienced teachers are needed). Districts adopting a com- 


placent attitude because of the abundance of candidates often. 


find that outstanding candidates ah hee hired by the aggres- 
sive districts before these candidates haye time to contact 
ghe less aggressjve ee ne ‘ 
Interview qhestions may be designed in Such a way that 
comparisons can /be made between candidates interviewed by 


different team members. A simple set of questions, or a 


structure as saphisticated as a subset of the Ryan Character- 


istics.of Teac ers (Ryans, 1960) may be formulated by the 
administrative team. Discussions of interview techpiques ahd 
report forms can be found in texts on personnel sdministop 
tion which are included in the bibliography. 


Upon completing: the screening process,’ the superintend- 


ent's or personnel director's office should have applications, 


placement files, and’ interview reports for a number of pre- 
ferred’ candidates. All candidates who have been eltminated 
from consideration should be so iaPorned. promptly—-to allow 
them ine to search for employment elsewhere.’ Those in sthe 
preferred files should be contacted periodically and informed 

‘of their status until they are hired or it is known they will 


not be needed. 
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cs 


-final teacher selection. .Technically, the school board does 


Teacher Selection Procedures 


A_dilemma in some districts concerns who should make the ‘ 


. 
> 


“the hiring: In practice, however, the superintendent may Pe 


+" delegate the nominating responsibility to-the personnel -of- 


. ie \ 
fice. The, principal, if he is to become iuians aaa’. account - 
\ 


_ able Bed His ‘building, should become more involved in seleeee 


ing’ ren AS cuca vacancies ina particular school . 


become known, the personnel administrator any refer one or 


more preferred candidates to.the building administrator; from 


{ 
which -he makes his recommendation. In some instances, the 


v 


department chairmen seek involvement in the selection of 


teachers. In smallét* districts, school board members may 
on i ‘ 


“wish to involve themselves more in the selection process 


than in larger districts. However, most peer members are in 


‘no way qualified by training or experience fox the selection 


of teachers. . . 

Even more inportant han who makes. the final decision is si 
how much time is spent on selection procedures by’ the various ‘ 
administrators. The superintendent or personnel officer is 
challenged-to maintain a delicate balance between obtaining 
the best candidates while keeping ‘time aenenes on sainintthens } 
tors within reason, By carefully considering this "balance," . 
most vacancies can be filled with’ the right persons, and well 


in advance of the new school year. 


8 


If, during the selection process, a candidate is hired 
: ° 7 ad z ; 
who does not meet each requirement of the position, the 


superintendent or personnel officer should note the deficien- 
| cies and report neti both to the principal and to the depart 
ment responsible for staff development. Compensatory tasayye 
"ee training: should be decreed to increase that teacher's 
effectiveness. A competent ‘personnel department is responsi- 
ble not only for pedritiament and selection, but for making 


_ every effort to see that each teacher in the district has 


opportunity to succeed. . : 


Recruitment and Selection of Administrators 


C F 
The following section deals specifically with the selec- 


tion of new school superintendents. However, many of these 
pepemmendabi one apply equally well to the selection of prin- 
‘cipals and other school administrators. 

: Because today's administrators face tremendous eeiceseran 
and heavy responsibilities, sy ae | essential to allocate ade- 
quate time and resources: to search out and -hire the most com- 
petent school administrators variable, Some school boards 
seem to feel’ that a new facé from ‘a great distance max be the 
best candidate. Others may feel that someone working along- 
aide the formes administrator would make the ‘smoothest tran- 
sition, and therefore, be a desirable candidate. Neither j 


“ 


reasoning is -necessarily sound. Indeed, if the top candidate 


- exist concerning, the in-district applicant, a wide-open 


. satisfaction of the school board with the new superintendent 


\ 


~ . 


is thought to be available within the local district, it is 


unfair both.to all applicants and their sponsors to go through 


the motions of an extensive search. However, if any doubts 


search is advisable. One study has found that the larger 


the area of Search for a new superintendent, the greater the : 


pet 


in subsequent years. — 


ee 


Next, a time schedule showing dates for the following Sid 
wt . 
1 » WP; . 5 
major recruitment decisions and activities should be. Geveloped: y, 


a general search plan which includes qualifications desired, 


need for an advisor, compensation range, screening committee = 


composition, geographical scope of search, type of vacancy: 
announcement , and adest for ie ioe advertising of the 

vacancy, rebedpt- ot applieneions. completion of all files, 
screening of appl icwnte. smepert to the board, disbanding of 
screening committee, establi&hment ‘of interview schedule, 
visits to home districts of board finalists, offer of con- 
tract, ree eea ited af unsuccessful candidates and preparation | 


. 


of media announcements. This total process may require a 


. minimum of four months. aS : 


, 


There is a widely accepted statement to the effect that 
a school eventually reflects the nature of its principal. 
Similarly, a school superintendent has a strong effect on the. ni 8 . 


potential progress-‘or the perennial problems experienced by a 


C\ Lo 
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‘their present positions, an attractive brochure may be 


*. school district. Those skills which make one an excellent 


teacher, counselor, or coach are not identical to those which 


make an excellent administrator. It is essential to develop 
: 


‘criteria according to district needs against which to measure 


. 


prospective administrative candidates. 4 

o early determjnatiga bias must be ae whether the 
board will handle the selection process by itself or seek the 
assistance of an advisor. Because a thorough search tak¢s | 
both expertise and time, it is common practice for boards to 
choose a consultant to assist in securities the new dipertneenae 
ent. Such an advisor who may be a saviiee superintendent and/or 
a professor of educational administration may help ,the board . 
formulate criteria to be used in the selection process; con- 
tact important segments of the district to help assess the 


special needs and educational goals of the community; help 


‘outline contents of the recruitment brochure; advise on the 


composition and responsibilities of the screening committee; 


and assist with travel and interview suggestions when final- 


ists are contacted. 


Vacancy Anhouncement 


Since only the most competent applicants are being 


* 


sought and since such individuals are normally secure in 


necessary to drouse the interest of highly desirable 
4 4 : - . 
me © ba 


er: 16 


. % ‘ Xe Ys 
\ “eg 


candiates. An administrative .jol description is basic to the 


- 


preparation of this brochuré. The announcement 
indtedee the eaten for, the jawahey ofene educat 
‘phy of the school district, the pupae Gaer and 
pigased date of the sinenneenint of the appo ntment, the 
salary range, information to be required of the applicant, 
and die person to sities applications should tise Baik A state- 
ment of required and desived qualifications, and a descrip- 

~ ++ ion of 96 school distraet and the ,community. should bé in- 

- 


L 
clud#4. 
P a i ; ’ - . . 
L Vacancy announcements or brochures may be distributed 
t 


2 hrough county or intermediate school superintendents, uni- 


Lo _ versity placement centers, key professors of educational 
administration, and state departments of educatton. The 
board's consultant will be aware of other helpful contacts 


° 


for receiving names of outstanding applicants. 


e 


; Screening of Applicants 


Normally, a screening committee is appointed by the 
‘school bdard Hith assistance from its consultant. Some dis- 
tricts itpiede bath an administrative and a teacher repre- 
sentative on a screening committee.’ Each individual appointed 
_by the sched board must be completely trustworthy, should 
function as an individual and not ae the representative of an 
organization, and be able. to treat all ‘ntommaeian ina 


- 
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a 


if 
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-. 


professional and confidential manner. . Otherwise, it is safer 
; 
to appoint a screerfing committee of professionals from out- 
* ° 
side the district, such as two school superfntendents, a 


representative of the state department of education, a uni- 


’ ne de 
Heueiey representative with qualifying xperienca& in public 
* - 
AY 


school administration, and one, reliabl ommunity member (such 


as.a former school board chairman ) who is highly, respected. 


In the IAteTess of SLeiouene screening, it-is preferable to 


. a vedetivary small number of screening COP MEN EES mem- 
Uiiscaas highly qualified. : j 

Whep selecting administrators other than superintendents, 
the aureenihe committee usually consists of tocal diserict . 
staff members. Their screening of final candidates becomes a 
recommendation to the superintendent who must initiate bao 
final employment recomnndation to the a ‘board. 2 a 


The ‘Screening committee SpouLe have an early meeting 


with the school’ beard Satabtare the speniad attributes Soard 7 ‘ 


members feel are necessary for the successful candidate. Fors * 


example, does the board prefer a youhg candidate with less ' 
ae but very. fren potential, or a candidate with con- 
oo 
1 


‘siderab experiente regardless of age? The screening commit -— ~ : 


tee also may. meet with organizational representatives who. 
. will give their-input prior to a screening process, 
a The school board's consultant coordinates the work of 
_ the screening committee wd it reduces the anes of ‘applicants ’ 


v : ‘ 
13 
18 ae 


. 


to the board's requested five or so finalists. This commit- 


_ 


‘ should capefully review, all confidential papers ang 


ap lication material on each candidate, share information 


known about various SENG IABL EE and da all the telephone 


calls necessary to narrow the field of hese considered to be. 


semi- finalists. It is helpful if the screening committee pre- — 


‘pares a waitin one- page summary based: on phone contacts on 


each ‘finalist recommended to the board, - 2 De or 


. 
‘ 


é The screening committee report is submitted to the board 

in executive session. This report should explain why certain 

dpnatdates hairs been recommended and answer ary board ques- 
‘tions about other applicants. . ae screening committee members 


must aedetonend that the eonnities is officially disbanded 


once its report has béen- presented to the school board. 


4 


ae Screening of.Finalists 


When super intengent candidates have been selected for 
board ihterview, one board member or a selected district staff 
“member is designated as host to meet each visiting candidate 
ena give him a tour of the district, Each candidate should 
‘ be sehen the same length of visit--a minimum of one-half 
day and an evening.:. The consultant may be asked to suggest 
Guest iad that might: Be asked of all candidates. \ | 
The local school board should pay all travel and sub- 


sistence costs involved in bringing a candidate to the 


_14 


: 7) 
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a 


community for’ an interview. The ‘only exception to this prac- 


tice may be an advdnce agreement with each. finalist that. vf 
‘nee expenses will be paid unless the position is offered 

and turned ia dass the candidate. This PEEehy ce may insure’ 
that only serious candidates will, accept the board's ii. ld 


tion for an onsite visit and interview. .' 
Aftef the school board reduces the number of finalists 
to one or two Saudidates. it ¢hould arrange for a visitation 
by a board representative(s) to thd eandidates: fone communi - 
ties to interview such -persons as school board weeticenen: the. 
mayor, city manager, ministers, teachers association officers, 
‘a banker, and: PTA officers--to learn more about the candidate. 
‘ While interviewing these commAunity leaders, the reputation of 
the local COnUAGE ER must be safeguardéd it is helpful to re-- 
mind those being interviewed that other Settee individuals 
are under consideration so the local candidate saat not be 
‘embarrassed -if unsuccessful. Questions asked the community 
leaders should include: "Is the candidate able to make sound 
decisions?" "Are board policies carried ue wAth ainceritye 
"What is the quality of staff morale?" "Is the administrator 
ethical in all of his contacts?" "Does he bring fall infor- 
, mation in well-prepared form to the board?" "Are his personal 
traits appropriate for this type of position?" Also, to 


learn more about the candidate, it is important to meet with 


him and his wife sometime during this visitation. 
20. 


After the board has agreed on a finalist, he may be 
; : l : 
brought to the school district agein to discuss salary and 


‘related matters. The new superintendent may also be inter- 
viewed by the press, and-simultaneous announcements should' 


be made in the home community ang the employing community. 


Unsuccessful Applicants 
- : 


A’major complaint of unsuccessful candidates is that 


they seldom hear anything as to the status of their applica- 
‘tioh.- Once consideration has been narrowed to several final- ; 
ists, a letter should go to all ather applicants ‘uegkion:: .— 
them ‘for their interest and telling them they are no longer 
in dontention. Finalists not selected for the position also 
’ should receive a personal letter from the board chairman 
"shank tne them fox their participatidn, recognizing that they 
became finalists and indicating that an announcement of the 
board's final selection will be made within a few days. 


ast 


ae 
. site 
a (ae 
er > Summary 


' 


This Bulletin has emphasized the Sepureathe importance 
of the recruitment function for teachers and educational 
administrators, and has presented ideas useful to the reader 
in developing selection procedures to fit local needs. 

A district must be concerned not only with the develop- 
ment of a selection process but with the evaluation of that 


e 
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. - a : 
process. This evaluation must not only be well planned but 


_must be a continuing process. Bolton {1970) states, "The 


implication of research findings and advice from measurement - 


specialists is that any measure of Success of a selection... wt 


on 


process is likely to be only temporary. This means that the rg we 

value of the penneduie should ba checked periodically." 
Whatever syeten the reader develops, concern for the ° 

welfare of the unsuccessful candidates should not be over- 


: ee 
looked. A well-planned, well-administered selection program 


; will not only provide excellent teachers and leaders for 


youth, but will add materially to a sites reputation. 
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